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PROBLEM:

To evaluate the current Fltness thina, Systes aid mugmest lmproves

menta.

FACTS BEARLIG Cif 77T PROBLEM:

ide

Ce

xvﬂ'

As outlined ia Tob ., the Ageney has used, during the past tLwelve
aars, vericus kinds of Fitness Reporting systems. Under the

Jleadership of the Career Comeil, s great deal of coordinated

effori and careful consiferation have gome into the developnent,
installation uud improvement of these eaployee evalustion systems.
The current Fitness Report, Form 45, was developed during 1958 by
& Task Foree of Tealor {fficials from all ports of the Agsucy. It
was approved by the Counell and put inbo effeet on 1 Janumry 1959.
This Report ls largely a combination of those perts of previous
Fitness Reporting Forms vhich proved most useful end accepisble
for employee evaluation purposes in the opinien of thw Task Iorce
Members and the Career Council. . _

The Agency's statutory exemption fra the Performance Rating Act
makes 1t pexmissable for CIA to alopt any type of employee rating
systex it ecomsiders sppropriste or, for that matter, to forego
themof&fmm aaployeemting systet.
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mwﬁmmwmmmﬂmmmw
of our personoel. Career Services end Opersting (ffices ecasider
nmmemmmwmmw,
fwmﬁt&%zmﬂmmtwm Fitoess Report ratings
asmrae eritical signiftesnoe in determining nomingtions of individe
usls for selectiommout and in rmbdng personnel oo relative retenticn
Lists covering suplus categories of perscuonsl. Accoxrdingly, it
seeus cbyious that we must strive to achieve s Fitness Repert rrogran
m&mmwmtmmmmmmww
our perscnnel.

memme&mwﬂeWu
: or

ably, meny of these apply to oversess persomel.

Uiththafwmtaetninm, a stady of a large group of recent
?zmmmmmammwmum
suggestions received volunterily end upon solicitation from ope:mﬁna
officials, Carcer Service representatives, persomnel officers and
suployees. The ﬂmmwmrmgmawmmfmu
WWMM‘&%WW%MMMMMW
by wWiich improvenents cen be made:

(1) Rebies Stendwres

The Recod, Teb B, Andicates such standerds are almost
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ineffoctive and that statistically retings are highly inflated.
For exsmple, 07 of GSe12 end GS-13 persconel are evaluated
by their muperiors as "clearly exceeding the basic requirements”
of their positions. Further, nore than 50% of G3e1l2 and (S5-13
personnel are evaluated as " mperior” or higher in overall
yerforuence, despite the fact thet these individugls are being
comperad with their peers, W are presmsbly st the sune
grofe level and performing similar work. This stendexd of
reting discredits the Fitness Report progras and gives terms
guach a8 "superior” a hollow mesaing. MNore importamt, 1t suggests
- conclusions that our Agency supexvisors are mmy trained
in thelr supervisory respousibilitiss, that they lack coursge,
~or that reviewing officials sre encoursging unrealistic ratings
by fallure to assume their owa responsibilities.

Cn the other hand, it must be recognized that the Agency' situae
tion with respect to reting stasdards is probebly no worme then
exists in most other Federal sgmeies and privete orgmnizations.
Second, some sdvanteges ave gained in achieving better production
and employee morele through the use of escowraging retings.

These are short-term sdvantages, Lhowever, end leed to more
perious probleus over the lonz run in situstions where it is
ascegsary o take sidverse actions azainst employees frankly
acknowledsed o be less than mediocre but whose Fitness Reparts
faltbPully document thelr perforusnce as most distinguished.
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With respect to other mmericsl ratings on the current Fitness
Report Form, much the swoe sifuation gpplies. As noted in
Teb C, Mm&,fwwmkmﬂmmmngwmcMc
duties performed by enployees (Sectiom B) are of the nev
(ﬁmﬂmm}hmﬂw&h@ﬁmanﬂa?éwmnmmm.f%ummm
lu vection D, imployee Characteristics, three-fourths of the
ratings are 4 or Letter, using & 5 point geale.

mmaftmam@estwmnmmm
sections, the following situation obtains:

e Tgted Rating Sosle Ageasy Average
Specific Dutics b Cem |
petent 5 Exesll
7 Excellent, 7 et
¢ Duperior
Uverall Performance 4 Clearly ixceeas L
5 Superior in Bv |
| IDmportant Respect
Hmploye: Charactere Womal o -
isties 2 :;mm A“"W k.0 Above Average
7 Outgtanding '

The proclivity to rate generously has not been confined to

the cwrrent itness Report Fomm ¢ systen but has lony: existed
in this end other Ageneles. Sevwalqronr(?armﬁmieem
&nd operating ﬁﬁ%mm&ﬂmmmm
eaggressive efforts to obtaln realistic ratings of individuals
undey thelr hurisdiction, Althoush soue suceesses bave been
achileved in parts of the fgeney, a unified Agency-vide effort

in this respect hes not been underteken and may be worth con-

ST IS R Ry
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sideratica.

' Such & progras, bovever, would involve mess "downersting’ of
exployees if we sre to achieve move realistic digpersion of
the ratings using the ecales nov provided. This yrogrme
would undoubtedly gpese morale problems on the pert of enployees
adverssly affected; sveat reluctance om the part of supervisors,
axd 1o the long run could well cost more €0 all conceyned than
1t might be wvorth.

The logieal alternete is the institution of a chenged rating
m.mmmmmmmmwm

& fresh start. Cbvicusly, 1f it is to succeed, such a systen
wonld requive understaniing by all concerncd, coursgeous and
objective aviion by rating officials, sad a wost careful system
of review md control. ‘

In Bection B, each Individual is ruted on the mesmer of performe
ance of specific major dutles on @ T point peale. In Section C,
the individuals oversll pexfomance in his current position is
reted on @ 6 point scale, whevreas in Section C, each individualy
characterivtics are rated on o 5 pofnt scale. This variasnce in
mmmxtmmfmmmuwmmwm.
Amwmﬁommwumzmmwmtm;sw
meking direct comparigons between rabtings of Section B, O, and
D not memningttul. The sssocistion of wdjectivel deseriptions

P . . i L .
oty e T Cond
L. W‘_ YN R
e iy vhd : :
WS RE ALl d A
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with the waryiog muber of rating degrees has caused nise
understandings on the part of raters and employees being

rated, and has penorated s mmber of official coments el

exployee sugoestions that we alopt a sluple uniferm reting
scale,

A consolidstion of the thrwe seperate rating scales

oo the basls of the aljective ratings indicates that literslly
Mms&iﬁtmmnmw:m

Bection B
Epeci¥ic Duties

1. Unsetistctory (1)
2. Barely Adequate {2)

e .4 n )
Sloyes CharacterTetics

Least Fossible Degree (1)

$ ¥ 2 4 5 B T & 3 N N

limited Degree (2)

3' . s 3 4 o & @

Heets Mot Reguivementa; Dew (2) o o s o v ¢ o o o
ficient in One or More -
Important Respects

4. Acoceptuble &)

a4 & ¥ & & & & % b e b s & & & » & & 8

5. Competent ¢y

Hoets Nagic Requirements (3)
6.

Formal Degree {(3)

s & & 8 & 5 & ¢

Exceeds Besic Regquirements(h) Above Average (%)

(5)

() Superior (5}

s & & & 4 &5 & s ¥ & s & & & 9 4 % & @

A " F 8 & & % 9

&3] Outstanding {6) Outstanding (5)

rating scales be sinplified for easisr understanding. A propossl

along these lines 1ls submitted in persgreph

of this study.

status.

Chonges may be required to indicate sategury of employee

to replace section titled "Caveer Steff Status™.
Gl AL
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Seetion B - Fveluation of Porformance of Specific luties

Review of comments and sugzestiions reveals the general BETCS-
ment that specific major duties wurrant individual evnlustion

o2 & mmericale-adjective scale. Cne cfficial proposes that

the aa;xloyée:- list his gpecifie duties in narrative fashion

to be nodified by rater, if necepsary. Rater would then descxribe
in narrative hov well each duty has been performed. in ogsence,
this proposal reflects = combination of Section B with Section
E., Nerrative Deseription of Job Perfomuanee. This system was
used by the Agency from August 1752 until Beptember 1954, Form
37-151, Teb A, but was sbaendoned partly because such narrative
evaluations of spectifie duties tendsd o be generalized and

4id not provide a bagis for compesrison of performance hetween
indviduals. In sumary, the contimence of this section in

its present form with revision of the rating scule secs de-
sirsble,

Section C,« Lyaluntion of Gverall Performmnoce in Curvent Fopition
mmmmwm@imwmtmwmmtmd
performmes is esgential to the burposes a Fitness Report should
sexve in the Agenecy. Moot comments received emphagized that
1tmmmzmmmtmmubemgmw
vith others of similar level and tmefmrkm{l‘m, oot with
the population at large. Agaln, the desirability of changing
e rating scele to conform with vther sections of the Fitness
Beport wes recasended strongly.
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ad oould well be discontined. It was pointed out thet such
characteristics as "Gets Things Dane”, Resourceful’, Writes
mxw‘,mmmm,wwwmw
Wmmwmmmwmmammme
mmmzmmmm&-mam
ance, Sectlom E. Aceordingly, the mopose of this section
WMWWM&MW:&WB
ad E would include a gtetement that
"In the evalustion of the mmmer of perfomuance of
gpecifie duties and oversll job performance, the
fau.amgmmwbemimmmmm
mwmmwmmmwmmm
in the job:
Productivity
Decisiveness
Ability to Think

Clearly Effects ~
: b veness of Written

mammmmmmmw
simplified without losing any vital elements.

AR S QT U Jader eagy oow 9
i‘Jig‘ _'.;.‘f..-*'— Lo
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Bection B » Herrntive Desg

This narrative section is selkmoviedged by virtuslly all users as the
most Liformative and relisble part of the Pitness Report. It's retention
is wanimoualy desived. mrm,mwmmtww
this section by providiag sdditionel space and establishing ssparate
subesections to assure recelpt of nervative comments on {tess such as
strengihe, weaknesses; potential, recamended Ltrafning emd future
apsigmments, and suitebility for oversess. It will be noted that this
type of spprosch wes usad for seversl years by the Agency, Yomm 37-151,
May 1952, Teb A, and to & lesser Qegree on sucoeeding report forma., The
approach was sbendoned, however, by the Couneil Task Poree in developing
the current form. The Task Faroe reasonsd that greater flexibility end
noye useful navrative informetion would result if we do not force raters
into fallowing a rigid pattern but merely mrovide gulde lines as to
eoverage of the nmrrative. Fesulis since then have proved generally
sstisfectory and the ouly chenges reccmmended for this section include
afditional spmos end sane azplification of the instruetional giidelines.

Sestion ¥ - Certification end Comwents:

Few corments have been received on this section. A review of informstion
reveived indicates little purpose 15 served by the subwsection vhich pro-
vides the supervisor recurns the blank form vith explenation whem e repart
is not made, This part could well be eliminated to save space ant Papex=
verk. The comments of reviewing official subesection is rarely used.
Considerntion should be given to making such caments mendstory. The

reviewing officisl wonld state why be would pive the exployee the sane
Approved For Release 2001/09/03 : CIA-RDP78-03578A000700090002-5
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or ‘ditrerent evaluetion by providing e short serrative pexfornance
@mtim. This chonge eould contribute to the improving the runlism
of the rating program; Currently, the role of the reviewing afficiel
and his Gccountability for endorsenent of Fitness Report ratings have
mtbewsﬁmg‘.yﬁnphmzedmmmtymscfﬂany. |
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DISTRIBUTION BY GRADE GROUPS OF FITNESS REPORT RATINGS DESCRIPTIVE OF THE EMPLOYEE

CONFIDENTIAL

| I 1 | IR 1
| | - T | ;
e i i % R - i : ;
| ! I ' . E . ‘ ‘ AT | .
| | | ! . ! : i
l t % | sort- (T | 2 | | |
[ SECTION D | 1 . , - ; : B
LT e T A e I O A RRLARM A R T T ! T R
' 'RATING 1 = LEAST POSSIBLE DEGREE ' ! 2 ) i
i o i ‘ i ; ' ! ;
! ’ RATING 2 « LIMITED DEGREE ~ . i ! . :
) ¥ . + H
- . i 1}0%‘._ [ } i ! I
] maTiNG 3 = NORMAL DEGREE ; i i i
4 s ol et SR R S SN g ceod o e e
. ! : '
RATING U « ABOVE AVERAGE DEGREE ; !
: ' . \ :
: 'RATING 5 = OUTSTANDING DEGREE ) ) l
' , ‘ | |
1
| ‘% 3081 i |
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| = |
' ? | :
| | | 0 Mo e
; GRADE GROUPS X Gs-6 - 8 GS=9 = 11 ! G3-12 - 13 * TotaL (GS-6-13)
|PERCENT OF eRdUP RATED 1 | ! i 04 0% . 0% | ; 0% '
" 'PERCENT OF Grdup RATED 2 . 1 R} S 3% t BV : 1% .
'PERCENT OF GROUP RATED 3 | . o f\ 29% 298 ; 19% . i 26% |
{ v _ 'PERCENT DF GROUP MTE& y dF L | 514 L 51 1 568 | _ ' 53%
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DISTRIBUTION BY CAREER SERVICE OF FITNESS REPORT RATINGS DESCRIPTIVE OF THE EMPLOYEE
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CONFIDENTIAL
DISTRIBUTION OF FITNESS REPORT RATINGS FOR 3 SPECIFIC DUTIES
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DISTRIBUTION OF FITNESS REPORT RATINGS BY CAREER SERVICE FOR 3 SPECIFIC DUTIES
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G8~3 through G8-13

Grade
6 7

83-15 15 i 2 3 15 & 2 b 3k 52 45
Gs-1h 26 5 3 38 5 17 433 165
G8-13 3 13 52 ¥ 3 56 198 96
Gs-12 k2 b 271 65 28 2 b 95 229 86
@s-11 20 2 7 838 3» T 1 i 59 g0 30
eS-10 9 3 1 20 13 8 29
Gs-9 35 6 ho 41 218 2 108 177 W |
Gs-8 18 3 2 7 19 2 BT 57 35
Gs-7 LV 2 12 k2 W 13 6 125 193 69
as-6 20 i 1 2 13 1 hi 118 30
GS-5 a4 3 12 31 17 3 2 W8 117 55
GS-4 1Y 6 16 15 & 1 10 35 S8 a2
Gs-3 2 5 1 6 10 1
Total 300 - 5 hs 217 384 223 26 - 45 680 1480 646
Percentage 0 1f 5% o2p ke 25¢ 3% of 24 aup 324 22¢

The material used in this sampling is taken from 1960 fitness reports. The
distribution among gredes is in appreximately the same ratic as the actusl

eoployee grede digtribution. In SBection B the ratings apply only to the first
three sgpecific duties regardless of the mumber of dutles rated. In Seetion P all
ratings describing the cheracteristics of the employee were tabulated--ususlly ten,
unless the chsracteristics were 5ot applicable or mot observed.

CONFIDERTIAL

THE CHARACTERISTICS WERE NOT APPLICABLE O NOT OBSERVED.
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CONFIDENT I AL

TABULA FITNESS REPORT RATINGS BY CARE Vv {CE
) : GS=3 THROUGH GS=19

Vi

SECTION B
CarzeRr NUMBER IN DisTriBuTIiON OF RATINGS FOR SECTION D
Service SAMPL I NG 3 _Seeciric Durigs DescripTion OF YHE EMPLOYEE
1 2 3 Y 5 6 1 1 2 3 % 9
D TovaL 17 - 2 13 716 150 98 12 - 16 220 610 277
- 15 3% 228 W% 288 3% - 1% 208 Sug 25%
SaA 8 - - 1 6 9 8 - - - 2l 42 12
S 36 - 1 15 50 32 10 - - ¥ 156  1ho 23
SF 13 - - 3 13 19 3 - 2 38 62 20
SJ 3 - - - 6 3 - - - - 6 17 6
St 16 - b 9 27 7 - - 5 38 18 28
34 2 - - - 1 2 - 3 - - Y 5 10
SP 8 - - 3 2 10 9 - - 5 1 48 10
ss 17 - - 1 9 24 16 1 - - 26 95 k6
ST 7 - - - 2 7 10 2 - 1 7 32 30
Toval _
DDS Tvyez 110 - 2 2T 99 133 63 7 - 17 313 538, 185
- % 88 308 hog 198 2% - 12 308 5% 187
c 16 - 8 28 9 1 - 3 26 13 3b
i 1 - = - 1 2 - - - 4 6 -
iB 2 - - - 1 2 2 1 - - 1 9 9
Ic 7 - - - 3 9 8 1 - 1 13 26 26
N 1 - - - 2 1 - - - - 6 3 -
L 4 - - 1 2 6 3 - - - ¥ o2 b
IR 14 - - 2 1% 16 10 - - 5 39 53 34
IS 8 - - 1 2 1 12 2 - - 12 33 34
038 7 - - 7 8 6 - - 1 16 32 17
oc 7 - - - 1 1% 3 2 - 2 19 37 18
6o 6 - - - 3 9 6 - - - T W 8
ToTaL
o0l Tvpe 73 - 1 5 4 100 62 7 - 12 147 32 184
- 1% 2% =208 g 288 3% - 2% 218 508 278
GRAND
TotaL 300 - 5 45 217 384 223 26 - k5 680 1h80 646
- % 5% 24 k2% 258 3% - 2% 24 528 228

= UNBSATISFACTORY
= BARELY ADEQUATE
= ACCEZPTABLE
« COHPETENT
= EXCEALENT

6 ~ supzrion

7 = ouTsvanping

THME MATERIAL USED 1N THIS SAMPLING 38 TAKEN FROM 1960 FITNESS REZPORTS. THE DISTRIBUTION AMONG CAREER

SERVICES IN 1N APPROXINATELY THE SAME RATIO AS THE ACTUAL AGENCY CARGER SERVICE EMPLOYEE DISTRIBUYION, N
SECTION B THE RATINGS APPLY ONLY TO THE FIRSYT THREE BPECIFIC DUTIZS REGARDLESS OF THE MIMBER OF BUTIES RATED.

IN SBECTION D ALL RATINGS DESCRIBING THME CHARACTERISTICS OF THE EZMPLOYEE WERE TABULATER=«USUALLY TEN, UNLESS
THE CHARACTERISTICS WERE NOT APPLICABLE 0a NOT OBSERVED .,

C

LEAST POSEIBLE DECGREE
LIMITED DEGREER

NORMAL DEGREE

ABOVE AVERAGE DEGREE
= OQUTSTANDING DEGREE

Vil & -
Ul & Y e
LI B
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EMPLOYEE SERIAL NUMBER

FITNESS REPORT

SECTION A GENERAL
1. NAME (Last) ) (First) (Middle) 2. DATE OF BIRTH 3, SEX 4. GRADE
.
© § 3. SERVICE DESIGNATION] 6. OFFICIAL POSITION TITLE 7. OFF/DIV/BR OF ASSIGNMENT
. 8. CAREER STAFF STATUS 9. TYPE OF REPORT
NOT ELIGIBLE MEMBER DEFERRED INITIAL REASSIGNMENT/SUPERVISOR
PENDING DECLINED DENIED ANNUAL REASSIGNMENT/EMPLOYEE
10. DATE REPORT DUE IN 0O.P, 11, REPORTING PERIOD SPECIAL (Specify)
From To
SECTION B EVALUATION OF PERFORMANCE OF SPECIFIC DUTIES

List up to six of the most important specific duties performed during the rating period. Insert rating number which best describes the
manner in which employee performs EACH specific uty. Consider ONLY effectiveness in performance of that duty. All employees
with supervisory respensibilities MUST be rated on their ub/il‘-ij‘y:i%‘gvise (indicate number of employees supervised).

1 - Unsatisfactory 2 --Barely adequate I3 - Accépfublew 4- C‘&mpetenf 5 < Excellent |6 - Superior |7 - Outstanding
SPECIFIC DUTY NO. 1 RATING [ SPECIFIC DUTY NO. 4 RATING
NO. NO.
SPECIFIC DUTY NO. 2 RATING |SPECIFIC DUTY NO. 5 RATING
NO. NO.
SPECIFIC DUTY NO. 3 RATING [SPECIFIC DUTY NO. 6 RATING
NO. NO.
SECTION C EVALUATION OF OVERALL PERFORMANCE IN CURRENT POSITION

Take into account everything about the employee which influences his effectiveness in his current position - performance of specific
duties, productivity, conduct on job, cooperativeness, pertinent personal traits or habits, particular limitations or talents. Based on
your knowledge of employee’s overall performance during the rating period, place the rating number in the box corresponding to the
statement which most accurately reflects his level of performance.

1 - Performance in many important respects fails to meet reguirements; RATING
2 - Performance meets most requirements but is deficient in one or more important respects, No.
3 - Performance clearly meets basic requirements; ™ ~===" o s e

4 - Performance clearly éxceeds basic requirements.
5 - Performance in every important respect is superior,
6 - Performance in every respect is outstanding,

SECTION D DESCRIPTION OF THE EMPLOYEE

In the rating boxes below, check (X) the degree to which each characteristic applies to the employee

1 - Least possible degree ]2 - Limited degree | 3 - Normal degree I4 - Above average degree ]5 - Outstanding degree
NOT NOT RATING
CHARACTERISTICS APPLI- oB-
CABLE [SERVED| 1 2 3 4 5

GETS THINGS DONE

RESOURCEFUL

ACCEPTS RESPONSIBILITIES

CAN MAKE DECISIONS ON HI5 OWN WHEN NEED ARISES
DOES HIS JOB WITHOUT STRONG SUPPORT
FACILITATES SMOOTH OPERATION OF HIS OFFICE

WRITES EFFECTIVELY

SECURITY CONSCIOUS

THINKS CLEARLY

DISCIPLINE IN ORIGINATING, MAINTAINING AND DISPOSING OF RECORDS
OTHER (Specify):

SEE SECTION *E® ON REVERSE SIDE
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SECTION E NARRATIVE DESCRIPTION OF MANNER OF JOB PERFORMANCE

Stress strengths and wedknesses demonstrated in current position. Indicate suggestions made to employee for improvement of his
work. Give recommendations for his training. Describe, if appropriate, his potential for development and for assuming greater re-
sponsibilities. Amplify or explain, if appropriate, ratings given in SECTIONS B, C, and D to provide the best basis for determining
future personnel actions.

SECTION F CERTIFICATION AND COMMENTS

1. BY EMPLOYEE

| certify that | have seen Sections A, B, C, D and E of this Report,

DATE SIGNATURE OF EMPLOYEE
2. BY SUPERVISOR
MONTHS EMPLOYEE HAS BEEN IF THIS REPORT HAS NOT BEEN SHOWN TO EMPLOYEE, GIVE EXPLANATION

UNDER MY SUPERVISION

IF REPORT IS NOT BEING MADE AT THIS TIME, GIVE REASON.

EMPLOYEE UNDER MY SUPERVISION LESS THAN 90 DAYS | IREPORT MADE WITHIN LAST 90 DAYS

OTHER (Specify):

DATE OFFICIAL TITLE OF SUPERVISOR TYPED OR PRINTED NAME AND SIGNA TURE

3. BY REVIEWING OFFICIAL

| WOULD HAVE GIVEN THIS EMPLOYEE ABOUT THE SAME EVALUATION.

| WOULD HAVE GIVEN THIS EMPLOYEE A HIGHER EVALUATION.

| WOULD HAVE GIVEN THIS EMPLOYEE A LOWER EVALUATION.

| CANNOT JUDGE THESE EVALUATIONS. | AM NOT SUFFICIENTLY FAMILIAR WITH THE EMPLOYEE'S PERFORMANCE,

COMMENTS OF REVIEWING OFFICIAL

DATE OFFICIAL TITLE OF REVIEWING OFFICIAL TYPED OR PRINTED NAME AND SIGNATURE

SECRE
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